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Do not assume content reflects current 
scientific Knowledge, policies, or practices. 
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‘Report of the Comaittee on Rxperiment Station Organization and 
Policy, presented at the Jhicago Meeting of the Association ‘ef. 
Land-Grant Collezes, November ity L925. Distributed’ at the rer 
quest of the Expeiiment Station Subsection. : 


The Purnell Act has brought new responsibilities and obligations waich de- 
serve attention at this time, in many ways it marks a new epoch in the history 
of the etetions and of agricultural investigation in this country. It authorizes 
an amount of money for research in 4 single field unparalleled in the annais of 
série: hence it properly will arouse large expectations and be the subject of 
Critical attention far beyond the field of agriculture. 


It is important that the Purnell Act shall mean more than additional funds 


and an enlarged field. It should mean an enlargement of idealg anda general 

pats 4 ri 
strengthening of the stations to meet the new situaticn, It ought to be charac- 
terized by better unified programs, a closer knit organization, standards of work 
which, while meeting the needs of practice, will conform to those of scientific 
research in all cases, and qualifications for workers in every department which 


will stimulate thorough training and steady growth. It should mean taking full 


advantage of the experience of the past, not only as to the point that has been 


reached in investigation, but also as to the type of administration which will 


make for the most effective and productive usa of the combined resources. Since 
‘ 


all of the stations are involved and their interests are reciprocal, the defining 
of certain general principles to guide at this stage will be helpful. 
Purpose of the Purnell Act. 
The Purnell Act, it will be remembered, is for "the more complete endowment 
and ae of agricultural experiment stations now established." It is to 
eee wees what the States and the Federal Government have already vrovided. It 


is the third subsidy for this great national system. 
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It is important to recognize that this new fund is not to relieve the State 
of present obligations, financial Le ee This was emphasized at all the 
hearings and conferences held upon the measure. Although the maintenance of ex- 
periment Stations is not a 50-50 proposition, in effect it has always been a coop- 
erative enterprise between the Federal Government and the States. The Hatch Act, 
which supplied the initiative for the national system, did not underteke to carry 
the whole burden. It was designed, . as the opening sentence stated, "to aid" in 
attaining the objects sought in the establishment of these institutions. In 
advocating this latest legislation much emphasis was laid on what the States are 
now doing, and on the fact that it was not designed to relieve them but rather to 
stimulate and further extend their efforts. 

Hence, the policy should be to continue preseat local support on at least 
the present plane, in order that the States may sustain their obligations. To do 
otherwise would be not to keep faith with Congress and to lay the institutions 
open to serious criticign, State funds will be needed to supplement the Purnell 
fuad and to take care of expenses of a general nature, Each State already han an 
experiment station with its organization, its administrative machinery, and in 
large measure the buildings, lands, and other basic facilities for research; and 
the Purnell Act attempts to build on top of what already exists, its primary pur- 
pose being to develop further investigation and experiment. Hence, it should be 
the plan that overhead expenses will be cut to the lowest feasible Limit, and 
that the use of this new fund be restricted, as the Act prescribes, "to paying 
the necessary expenses of conducting investigations or making experiments...and 
for printing and dissemineting the results of said researches," 

Type of Investigation. 


While the terms "experiment," "investigation," and "research" are subject 
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to interpretation, everything indicates that a high type of work was in mind, to 
get new and better established ie and to mark pregress. The representative 
of this Association who drafted the measure wmder its instructions emphasized the 
fact that "the authors of this bill have in mind fundamental scientific research," 
The President's Agricultural Conference endorsed the measure as one for "the fact- 
finding agencies for agriculture," and the Secretary of Agriculture has referred to 
it as a "fact-finding, fact-interpreting measure," 

Unquestionably, therefore, the Purnell fund ought to stand for sound in- 
vestigation, in accordance with modern conceptions of that term. In the older 
fields of production, elementary work dealing merely with comparisons on a finan- 
cial basis, or with simple tests as ends in themselves, Boe eas purely empirical 
facts regardless of their scientific value and reletionships, ought to be dis- 
couraged. Such work belongs to an earlier and more primitive stage of experimen- 
tation, It was not for that kind of activity that appeal for increased funds was 
made. it is clear that investigation under this new fund should express progress 
in the concept of the problem, as well ag in the point at which the new work beging. 

The three fields of work so prominently emphasized in the campeign for the 
new Act, namely, agricultural economics, home economics, and rural sociology, are 
_relatively new lines of research, which have been but little developed at the 
stations in the past, and deserve special study. As research subjects, they are 

L / 

not fully formulated as to ways and means. In some cases there is little more 
than a general view of the field and the need for an ill-defined type of research 
to ee about improvement, In entering these fields the stations again have 
before them the task of analyzing conditions and determining practical means of 
attack that will eradually bring beneficial results. 

‘While in these fields there is more excuse for elementary work to uncover 
economic oe and social conditions, the effort should nevertheless be to Bee, oe 


it that the work is properly aimed, that it attempts to ascertain facts of breadth 
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and permanence, and that it proceeds by a plan and method which are adequate to the 
subject and in accord with the method of science. 

Much reliance at the outset is being placed on surveys, questiommaires, and 
the gathering of statistics. These often will be necessary to ascertain what the 
condition actually is, but the cataloguing of conditions or the taking of a cen- 
sus ought not itself to be an object but only a step in the plan for real research. 
Questionnaires and surveys may furnish a starting-point for more definite inquiry, 
the gathering of data for use and interpretation in research, rather than as fi- 
nal ends, There is someting s an implicd expectation that they can take the place 
of definite controlled experiments in determining questions of practical procecure 
or describing social conditions for which there ig no statistical measure. It will 
be important, therefore, to make a distinction between the collection of statistics 
concerning agricultural conditions and rural people, on the one hand, and the 
accumulation end interpretation of statistical data to be used in connection with 
specific problems; and to recognize the limitations of these methods. Station in- 
vestigation oy advocating short-cut methods. The aim in productive research should 
De not only te get at the facts, pnysical and ecomomic, but to determine what are 
their causes or relationships, what they mean in a broad sense, and what their stud: 
suggests for improvement, 

Character of Projects. 

In the past there have been many projects of very broad range and indefinite 
aim, They have dealt with fields of work rather than with Gefinite subjects. At 
the present stage the framing of concrete eh any ene of such limited range as 


to make them feasible of accompiishement seems most promising. There ought to be 
thoughtfully considered and matured outlines, subjected to scrutiny and criticism 
before they heve passed the director's office. Por work to be constructive at this 


stage it must recognize the status of investigation as a basis for the new steps; 
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it needg to be a concrete promosal, resting on what is known, directed at some- 
thing important to be known and Dy meang that are adequate. 

This is an importent administrative provision. Without definiteness of pur- 


“- 4 


pose there is no cther way of judging a new investigation as to its originality or 
novelty, or the individuality to be expressed iz it. Risk as to the outcome of an 
investigation is in its very nature, but new work should be wndertakon in gueti= 
fiable faith. 
Concentration of Effort 
The fact that before the coming of the Purnell Act the stations were carry- 
ing on their active lists considerably over 5,000 separate projects--more than a 
hundred to a State on the average--indicates how widely their interests and re- 
sources were dispersed. The present may well be a time for taking accomt of 
stock, for realignment, and especially for applying the new funds to a more sys- 
tematic and less heterogeneous program. The tendency to scatter over an unduly 
broad field is to be guarded against. The stations have suffered in the past from 
having more projects than they covld support.: A recurrence of this condition under 
the new funds is easily possivle, The great need is for intensive work in the 
sense that it deals only with such a number of things as can be given thorough 
study. The stations have hed to Go considerable move or less superficial work in 
the past. This is recognized as not being the most profitable or satisfactory kiné 
of work in the long rm. It seems highly important, therefore, at this stage, to 
plan to concentrate on activities sufficiently limited in number so that they can 
be carried out in thorough accord with the best spirit and method of science. ‘The 
policy should be to make a wise selection of things to be attacked, and to do these 
‘things well. 


To that end investigators should be encoureged, and if necessary constrainec, 
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to concentrate their efforts on a few things, and to put enough effort into such 
projects to make them ag highly constructive as possible. They should represent 
the best there is in the persons charged with them when given favorable conditions 
1 OTE GMa ee tied 
Trained Workers Needed, 

Emphasis should of course be laid on trained workers who are still in the 
growing period of their career. Such persons acti to possess initiative and be 
able to put individuality and orisinality of ideas into their work, as well as to 
be ready to act on new ideas. It is a reasonable exvectation that they will be 
able so to carry on their investigations that they can form a critical judgment 
from the results. 

The development of adequate forces to occupy the enlarged field of the sta-~ 
tions is an Saree feature, Heo to some extent must wait on time. But it 
is fundainen tal that the proper standards of requirenent be recognized and -set xo, 
and the conditions made such as to encourage training to meet these standards. 
There needs to be a better appreciation of the exceptional character of ability 
Benny to productive research, expressed in the salary, the rank, and the outloo. 
' There should be no question that ability in research will be rewarded and that rank 
and salary are attainable in that field as well as in administrative positions, 
Workers of proven ability deserve to be utilized to the fullest advantage, and a ler: 
variety of service should be required from them so that tney may give their time 
more consecutively to investigation. The experiment station is now entitied to be 
regarded es & primary feature of the institution, not only in theory but in the 
provision for its working staff. 

The Problem the Unit of Effort. 
In organizing new lines of work and fitting them into the existing investi- 


gations on production, it is important to remember that the problem is the natural 
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unit of organizing such inaviries, While appreciating the importance of develop- 
ing research which will fully recognize the new branches, the error should not be 
made of emphasizing the department and its independence to the disadvantage of the 
problem, The relationships and ramificatious of a project beyond the department 
originating it often will need to be taken into account. 

Agricultural investigation is made up of problems, The several departments 
of a station are agencies for analyzing and solving such problems. The station is 
more than an aggregation of departments; it is an organization, and its complexity 
grows out of the fact that the problems it is designed to solve are complex and 
need the outlook and the technique of various divisions of science. More and more 
it is becoming evident that these anencies cén with great advantage be led to 
center their investigations on subjects of common interest, the solution of which 
require joint or coordinated effort. 

Cooperation. 

Secretary Jardine significantly remarked at the St. Louis Conference that 
"Cooperation is good for research people as well as for farmers...There must be a 
spirit of give and take between research people, and due fecbenAtet ort cont ribu- 
tions made by the cooperating parties. These funds were made available for the 
specific purpose of aiding agriculture, and we must not permit selfish personal 
considerations or petty je@lousies in any way to jeopardize tne results of our 
work." He declared that: 

"It is a reasonable expectation that the Purnell Act will lead to a con- 
siderable enlargement of the cooperative reletions between stations and with the 
various bureaus of the Derartment. This seems important at the present juncture, 
It is in line with the idea of organizing investigation around problems instead of 
around’ a single station department. Very many of the problems we now face are too 


large for individual States acting separately. They are regional or even national, 
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and there is danger of viewing them too narrowly. An experiment station working 
single-handed can rarely expect to reach conclusive and comprehensive results in 
such broad subjects. It is important for both the institution and the investigator 
in many Ages to detach themselves suificiently from the local aspects of a question 
to view it impartially in its relation to the underlying problem end to what others 
are doing about it. It is usually easier to do this when a project is being set up 
than after work on it has become individualized. 

"In these newer fields, then, there is a large place for cooperative effort; 
but this should be organized on a strictly cooperative basis. It should be arrangec 
and carried out in accordance with carefully considered and matured plans, under wh’: 
both the individual stations and the appropriate branches of the Department will 
limit their endeavors to comparatively few well chosen projects, into which they 
can put their best qualified workers and sufficient money to give reasonable 
assurance of useful results." 

The avowed desire of the Secretary of Agriculture to bring the work of his 
Department and ¢f the state experiment stations into closer union and coordination, 
and to promote cooperation in the fullest and best sense, deserves to be mes in the 
sincere spirit in which it was offered. Furthermore, greater coordination of the 
work of stations among themselves, so as to avoid wmnecessary duplication and give 
to such repetition as is warranted the nature of replication, is one of the ends to 
be continually striven for. 

Toe Function of Administration. 

These considerations make it manifest that administration will be a primary 
factor in insuring the larger success of the stations under the new Act. The idea 
that Ad i eee has only a minor part to play in a research institution is not 
borne out by the experience of the past tventy-five years. The service which it me: 


perform is especially evident in case of research which is industrial and institu- 
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tional, as distinguished from that which ig academic and individual. Its functicna 
is manifestly a delicate one, and deserves to be exercised not only with intelligenc 
about research but with sympathetic regard for the position of investigators. 

in view of the ace of expansion the stations are now entering upon, ad- 
ministration is needed to fit the new features into the station prograin go as to 
make a properly balanced and correlated whole. It should be aggressive, discrimina- 
ting, and stimulating. It will have far more problems to deal with than formerly. 

It will not suffice, therefore, for it to be casual, intermittent, or incidental; 
he wall cail for continuous attention and for a large measure of freedom from en- 
erossing duties. 3 

, | The following are some of the services the director may discharge in this 
new era Ee derciouient. while leaving to the experts on his staff ali. proper freedom: 
| and init itive: 

Py crirst, he can work out a program for the lines SERS aN. to be fostered, 
especially those’ to be featured, At this stage it ought not to be indiscriminate 
Pen borer ectea to be a studied program, based ou selection after advice from 
pe cent sources has been weighed. it ought to have reference not merely to the 

a 
present, but should be/forward-looking plan. Proper balance will usually need to 
be maintained between projects which promise some rather immediate returns of practi- 
cal interest; and those of long-time, fundamental character. Similarly, proper 
balance may be established between research in the economic field and ae having 
to do with production, 

Naturally tT Wai. wall ue the director to bring together a staff of workers 
competent to carry out the lines of work selected, He will be responsible in the 
first instance for the grade of qualifications set up and the selection of persons 
who meet the requirements, His staff is his means of executing his program. He ma;’ 


render an important service by seeing to it that favorable conditions for research 
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Enh 
are provided and that the maximum opportmity is preserved for it. He ought to be 
able to detect the advantages and disadvantages of other duties in individual cases 
and their effect on the progress of the investigations, By knowing his investiga- 
tors he can determine the kind of assistance likely to be helpful to eat where 
Stimulation is needed, and the importance of encouraging advanced study. 

The director will need to maintain close, sympathetic contact with each 
Progect/as to its progress and productiveness and to encourage the recording of 
results in manuscript for a ae enough to prevent loss throne? changes in 
staff members. Prom an organization standpoint it is desirable for the Gresean 
to deal quite directly with project leaders, even though they mey not be the rank- 
ing heads of large departments. After the preliminaries have been arranged formali- 
ties ought not to stand in the -way of his direct contact with all branches of the 
station work. : 

It devolves especially upon the director to encourage and develop the col- 
lective thinking, joint action, and team work so essential to a large proportion 
ot our research, ‘He must view undertakings in the large, in order that they may 
be, so. organized as fee ocar. the snojects symmetrically and to attain their objec- 
tives. The spirit of Ee ind coordination will need to be encouraged, as 
well as the idea of organization on the basis of subjects of investigation. The 
development within the staff of &. spirit of good will and community of interest 
will rest in no: small Weacire on sie divector. It will not be sufficient to accept 
cooperation Bee polly. but the means of working it. out in specific cases and of 
keeping it moving effectively often will require detailed attention. 

The publication of the results of station work, choosing the proper channels 
and reserving funds therefor, will be a heloful service of the director's office. 
Effective publicity deserves more attention than is sometimes given to it. Signifi- 


cant results ought to be published promptly, and a disposition to accumulate results: 
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ey - . * 
over long periods without summarizing them may need to be curbed. It will be for 
the director to see that close contacts are mainteined with the Extension Service 
so that the results of research may be fully capitalized in practice. 

From his position, the station director has an important relation to researc 
in the entire institution. He represents the largest organized body of it, and he 
ean help Peaevaiee a@ research spirit which will promote investigation throughout 
the institution. : 

- Finally, it will rest largely with the director to see that contact ora 
tained between the ‘station and the public. “Means need to be established and kept 
open for bringing the Patton ts work prominently to the attention of those it is 
designed to help, in order to popularize it and to maintain a proper realization 
'.of its fundamental importance. There is danger that the loss of close contact the 
station formerly had may cause it to lose ground in pudlic appreciation nnd onaend 


standing. | 
summary. 


To summarize, the following generel principles een yg for adoption 
as stiveeatine the basis of policy in the administration of thé Purnell Act: 

(1) This Act is supplementary to the two previous ones for experiment sta- 
tions. It is to build upon what already has been provided, It is for a going 
concern, and it is not designed to relieve the States of their finanéial obligatio:: 
it tot tae new investigation or putting new force into wore already under way, 

(2) As it is supplementary and for increasing investigation, general over- 
| head charges, except such as relate to the support of definite projects, are not 
Lo cee warranted, The purpose the fund is serving will stand out more clear- 


ly if its admixture with other funds in the support of projects is held dow to 
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the minimum, To scatter it unduly and in small amounts over projects supported 
mainly from other funds will increase the task of administration and may suggest 
that it is being dissipated. 

(3) The Purnell Act is designed to promote sovnd investigation in accord 
ance with modern conceptions of that term and the eee status of knowledge 
Progress at this stage calls for clear-cut, concrete proposals. This implies anal- 
ysis of complex problems end the study of individual features by the most adequate 
means that research has disclosed, with the constant aim of strengthening methods 
and making inquiry more penetrating. 

(4) only a relatively smell field in the several branches of a station can 


be covered at a given time, Hence the plan of concentrating on a few topics in 


07) 
ee 
ble 

ge rT] 
s 
bt 

Sq 


each field and making the work comprehensive, thorough, and conclusive i 

important. Do a few things well rather than many things indifferently. 
(5) & systematic, well-rounded research program promises more at this stage 

than a fortuitous, disconnected set of projects. It enables a more adequate ate 


tack on. the selected topics and a better related whole. 


a] 
: 3 
QO. 
ayy 
a) 
1?) 


(6) The problem is the natural unit in the orgenization of resea 
many-sided subjects. A relationship will us be established between the re- 
search in production and that in economics, sociology, and the home, as a ba- 
sis for "the establishment and meinteneance of a permanent and efficient agri- 
cultural industry." 


(7) The importance of cooperation and coordination within the stations, 


between stations, and with other agencies is recogrigz ed as now so definitely 
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indicated as to make it a leading »rincipl 
sized by the new fields of economics and rur al life into which the stations are 


expanding. Tye breadth or many problems and their similarity in di 


tions favors joint effort in place of unrelated action. Tt is Logical that the 
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Department of Agriculture and the experiment stations should work in close union, 
and every effort should be Cirected to that end. 

(3) Effective research requires trained workers, with a sound background 
in science quite as mach as in their specialties. The need for investigators 
with vision, initiative, and keen perception is imperative at the present stage. 
The securing of such qualifications Will mean the maintaining of a high stand- 
ard of requirements and mexing positions sufficiently attractive to warrant the 
necessary preparation. 

(9) The experiment station is one of the primary features of the college. 
Responsibility for discharging its functions does not cease with its administra- 
tive officers but is reflected on the parent institution. Sympathe recogni-~ 
tion and support of the essentials for research, the type of workers required, 
and the adjustment of haa duties are fundamental in meeting just expectations 
under the new Act. 

(10) The administration of en experiment station has become a large and 
exacting matter, It has assumed an importance it has never had before. It calls 
for breadth of understanding and critical judgment in research, coupled with or- 
ganizing ability and a familiarity with the leading problems of agriculture, 


With the present growth in prospect, effective direction will call for time 


cr 
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study the whole sitwation--the needs of the State, the proposals submitted, the 
organization of joint efforts, and the maintenance of contacts with the progress 
of the work. Upon wise administration will depend in the first instance the ef 


fective use of the large appropriations for agricultural research, 


(Note: The above summary was approved by the Executive Body of the Association 


and therefore represents the policy of the Association.--E. W. A. ) 
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